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_ ' I

The _LieeT)enz:,-3,c,; o_ Cafornia Junior College Faculty Associa-

.te3, thta Amc,n13an Federation of Teachers and

::'eflects the growing agressiveness of junior

_ 0 A vaTit,: of factors, some new, some old,

chrolf.,35 trL,lasient rro,:Ace this emergence° Growing

junior college tc-chers is only one explanation

f.:_city-adminstration conflict° Many other explanations

the subject of this paper° More specifically,

th,7: c-;f1ct?

expl:mations for this conflict exist° Administrators

par-,n:Ad teacthe7.-s, Faculty blame authoritarian administra-

s, CoDouncation probes reinforce prejudice° Differences

the purpor.as of education: the role and status of the

11(-1r nr.lerze; and the function of administration tend to

'6he problem° This paper will attempt to analyze and

de:scribe some of the more sal,_ont causes of conflict° Then it

w:11 t721/ o intera _ c. te causes into a coherent pa4ternoi-b

3afore ;:nt.Irking, however, on the good ship °Research"

4:_to the t-enoubd sea or c°Conflict," it may be well to ask why

the journc,y in the firTt niaceo Conflict is an integral

of aliiini::,tratfLono Rather than be overwhelmed by it,

tIler than be blinded by it one seek comprehension*

Pl.= the adminlstrator o5.11 better cope with conflict and try to

best of it. Then he can retain the objectivity to

_ialyze sr2-73tficant .problem-areas, rather than write off conflict

worl: of ticutside a._,Itators' and academic "reds." Then

cerhaps pc_Ft'ocn: he day w'-en he will be completely

_:=neft by ulcers°



.s 4procIlee1 ;s7ed noti ons as to how people of

. occulDLAtion, or position ought to

1-:(;11L.-.-e, 0 0.1t1,-..ouGh many of these ideas have little

b:.1; in ffIct; they constantly influence our observatlons

pa.o, bel!avicr or oppeerance.d1 Stereotyping is a tool

struing o!veIs univer3e, Once the stereotype is formed,

t? ).ndivIdi;a1 can adjuPt to mo3t circumstances, for experiences

c .;h r cwrrobeyate the experience or are "refenced," compart-

uililta)Azed, to fit th'e pr.)111dice, Administrators are "dictatorial."

riTua; irid1y administrators are "refenced," treated as exceptions

ar ca-,Jagorlzed in a different area--"He must have had a liberal

eeucation," or ''.he must be an tLngliah major(" aat a high-handed

action; eith,:ar reel or inagincd, reinforces the prejudice and

de:3 nnec6.ote 4;o relate to like-minded friends.

Cc,117rsely, teachers are "arrogant." This stereotype is constantly

reinforced, for administrators tend to see faculty who are

either angry or requesting something; the ninty-five percent

:;>.ich administrators rarely see are either forgotten or "refencedos

EAculty Stereotv es of Administrators: "There are in our

(colleges) able professors and otherwise loveable souls to whom

:t;Ke very sight of a (college) president seems to be like. e the
wc-rinE of a red flag to an enraged beast."

2

1. Floyd L. Ruch, 2lysaploz.,and Life (Scott, Foresman:
1058 r% 7A9

20 HaroL.Lt T Do7pbs, ThR Academic President: ucator or
k'1"e"TP-- '7111: New 'York 7-172'1) 55



(113otion illustrates ti,e influence of streotypes on human

It surly is a powerful force thz:lt transfrarms a

:1J; profsscr into Rn enraged beast! Why such

xa.LQ? A couple :: of attttudes that underlies the faculty stereo-

type 72eveells a black portrait of the administrators he i3 crass,

vrimaginative, unscholarly, conervativa, conventional, authori-

tan infleYAble, philistine, and dull-witted. He is a paper-

t7.3'.1.'flr; he threatens "academic freedom;" he is a lackey of a

buclnessman he is a i-E. rojor03

The ,diministrator2 according to stereotype, is the product

of t.wo factors: iiimited mentally and narrow experience. He

4.1...2 not bright. He eithcr unshed out of an academic field and

turned to micky mouse education, or he had a poor record in

foo.,:b111 ,c-;,-ne. was "fired`' upwards to administration. Now this man

of limited nc?paei.i:y and conventional attitudes undergoes a

process that reduces his range of vision even more; he takes

education courses. These instill anti-democratic, anti-intellectual,

":An-a-tight-shiD' attitudes; then he takes a position in a

sezonlary which reInforc%is his authoritarianism. He

is lo;,7 prepared to become a junior college president.

Trouble begins as soon as the high-school-minded administra-

cr crocses 1;ho legitimate aims and aspirations of the college

faculty. He fears articulate, cour5geous faculty, defending the

academic ri3ht of participatioti. His businessman mentality

in:iibits. sympathy with this viewyJint, and he falls bask to

ri;.rld negativism and upon restricting policy. Without the support

of these attttudes were expressed during'interviews
bn]i cf_triversaticars win faculty merbers at several Lunior colleges.



}'t: .1 T.:,-A;fr, no, ad,Tlinistrator would be helpless,

L,, lit Qlrse to Tccorrmend him; he is intellectually

inc:_rnptant teacher, (no doubt he hated

r,'se le'.ive it?) Eut he is secure from genuine

vl.th com)etence; for crodentialing requirements,

their evphasis on otuilfying education courses) deter bright

(a Conant or a llvtchins could not be a junior college

1e.ent it is said e) Yei, (and this really galls the faculty,

man7 rylfor..3ements to their stereotype) this dim-witted

:,;ec:rai; -Lakes twice the salary of the highest paid teacher;

the Iroslc, rr(3stiFieus man oa campus°

Mc stereotype of the adminl,strator is supplemented by

:,.;rz:otypf,.nr4 hls position° Fucnity assume much administration

.:1-.tnecazsary and should be limited to routine bookkeeping

c!!,.,e:9 It must e parasitic:, for parochial schools do without

admilist:oetlire overhe,-,d, English Universities are ably

:.,;,=-,Tneei by the faculty, and the earliest universities fared

without ..ministratorso

Like stereotypest that of the administrator has some

oa5ls in f ct, for without reinforcing experiences it would soon

br,c:,'Tne extl.nctfzis'qad.* If some faculty-administration conflict is

sOLO experier:ce3 will support the stereotype.

U C her facets of the stereotype may be true, for

ri junl_or :10113ge administrotors do have a PoEo, secondary

: *zany are authoritarian and defensive.

Mealrahile, wise administration

Clc.ciElon3 uLr:-.cogytzed uncelegratedo The faculty takes

- 0,1riP.00..0941111MPV <AIIVIIONIMINIMILAW,IP4P40111.41,1111PPY

i4 Dr)bbs, The .Academic president p. 68: "A dean is to
st,ilpid to be a professor, but to bright to be a president.*
37.0 prcveltbe



6r<:-nt'ad their paycheck, roll book, small class, film

3.)ojector, parkinz, sp;,ce, clan office, pleasant classroom,

rrm :uni kooks, pr:Jperly counseled students, etc('

Oae reality, however, accentuates the stereotype and dis-

r)pts faculty objectivity. Administrators do possess greater

presti6e in society. They also obtain a significantly greater

salary. This grates faculty sensitivities. It appears to be

ar inversion of natural and true values, for administrators

°list to serve teachers, who perform the primary function, not

tcchers to serve administrators. Since teaching is paramount,

ti..pse who implement it obviously deserve the greatest renumera-

tion,

Regardless of how real or illusory the stereotype may be,

tYere is no denying that it plays an important role in faculty

attitudes in dealing with administnttors. For it is not

reality that counts, but ho people perceive it. Harold Leavitt,

1r describing a business situation, beautifully illustrates the

ploblem of perception and authority.

The perceived world is the world th-:t determines
behavior. Thus...an extremely insecure employee,
with a distrustful set of attitudes toward superiors,
may interpret any act by a superior as a threat,
even if the superior is busy patting him on the head...
The reason again is the dependency of the subor-
dinate on the superior. No matter how nice Papa
may be he is still Papa, and the bilet of authority
around his middle could be used as a whip.5

Admipistr4tor Stertotassof.gitsultyi Administrators,

11'2:e faculty, have their stereotypes. The faculty member is

not an admlrable figure. He is "arlderlain with a deep sense

5 Harold J, Leavitt, Maria erial Ps cholo , Second
Edition, (University of Chicago Press; Chicago 9649 p. 170.
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Liji).2it for and salad justmerit, yet overlain by an almost

slIFLE. of ouperto:7ity0t:6 Barold Stoke provides another

o:* tre °'.:;ookish boys"--arrogance. "This:" he claims,

out of the easy vict,ories of the classroom where he works

wth yo.an pecl)le who know less than he does. He may thus

urconscdously ooLne to believe that business, politics, and

ec"mcationAl adulnistratin would be much better managed if those

tAarge would only apply the same intelligence to their work

2,11::)t he u::,es in 1",3 s own,,Gq

2aculty .vanent any authority. They, as pimply-faced boys,

':Iate their fathers, but projacted this hatred onto less threatening

i"gures c Those latent paranoids compulsively acquire degrees

aLd become fac;ulty members; here they perceive administrators

as fatl:nr-surrog,:ltes and seek ravenv0 This accounts for the

irex tab ?. fivo percent of the faculty who are negative to the

c:J.res opposing any decis ion, regardless of its merits,. Thus,

f,lculty are insecure, arrogant3 petty-minded, defensive,

pedanticT negative, rigid, supercilious: bitter, driven, compul-

sive: radical, and reactionary°

The ChanieduawItatus of the JBrior College

For many years, the Junior college was a part of secondary

ec).uction, the r'thirtecnth" and "fourteenth" grades. People

bclieved '. ;he junior college to be a "glorified high sohool,"

Nalgh school with Plrokngo° Now the junior college is assuming

a role In highe:.:% educationthe Master Plan for Higher Education
4111104.,11.arsAMINMAR1411111.11111MINK",

60 John Jr. Corson, Govelzanc9golltglaanlgaimultus,
Graw-f-1111. ti New York) 1977Thr 310

-7-



rEtflrzz.;:ed and accelerated this transition; the CC1TE includes

juyilor college Tpresentation0 "As junior colleges shed the

yoke of s3cend?,ry education statusand (become) more closely

allied with the universities.,. (the faculty) concluded that as

college faculty members, their rights, privileges and respon-

sibilities must be commensurate with their official membership

IL Califollnia's system of higher education. "8 In California,

an outstanding University of California Senate, which is

"generally regarded as the most powerful such institution in

te country," provides an example which California junior college

faclAlties seek to emulate09 Junior college instructors identify

theselves as partners with the university and raise their

expectations and standards to UC Senate levels. The instructors

read newspaper articles describing the UC Senate's powerful

rcle during the loyalty oath crisis, the FSM, the McCone

Committee investigation (?), and in day=to-day policy formulation;

they recall their own graduate student experiences and remember

the comments of respected professors° This evolving identifi-

cation with higher education institutions creates dissatisfaction°

Sharma reports "teachers with the most academic preparation

tcndad to be less satisfied than one of less preparation in regard

tc quality of professional leadership given by their superintendents

80 Bill Priest, "faculty-Administrator Relationships,"
Junior Colklaa.Journal, March 1964, pp 50

90 Lynn Elly, "The University of California: Faculty
Participation in the Government of the University," AAUP 8ulletitt9
Harch 19640 p, 60

10, Sharra, "Who Should Maize What Decisions?" Administra-
tors Notebook, April. 19550

-8-



undoubt-:dly results from the incongruence

operat5.oa of junior colleges and =pc:citation

expeTence or dentification* 11

Thus, an f.1111)ortnt cause of faculty-adminlstr&tion conflict

Li :Ile junior college lies in the process of transition from

:-;?-cc -Idary to hirer education status, for teachers seek the

pre:-osatives as their colleaoies in est:Ablished institutions

',1:-/c,e1. learning. The authoritElrian, °dictatorial" tradition

sz-.3enchAyy education clashes with the self-governing, °democratic"

of hist7ne1- edu3ation. gForward," cry the standard-

of fzoulty prerogative, ''on behalf of liberty and democracy,"

too are affected by the changing status

of the junior s,olleue. Administrators fondly remember the peace-

f;11 %-h en, presume- bly, teacher and administrator were

c1ose3 members of a team. Those were the days when

wolild listen to reason, refusing to perceive authoritarian

ovzrtones in 'rarmless memoranda. Adr2ioistrators, assuming a

c,f irt-irest betweer, faculty and administrator, are

axsalleJA t rise of faclt;;f Drotest organizations. Since

r;s:1; facuiti: ar.9, fair-mlnded, respectful: and contented, it is

L'..SSM2Cs other extdanaions luct be given. A few trouble-makers

A.:.e rec.:king: the boat, Sorne lolT;-haired men and short-haired

--)flen are 3rea;incr false j;rpisssions of revolt. A "certain small,

bitter group of the faculty have for too long hampered the

of th L. college, "it The dissatisfied, vocal few claim

;;-_) zpeak Zor ajority. Aspiring administrators

Dol Allery 41::cademic Rank: Fromise or Peril?"
Jcurnals Feb r' ;.:= 1963, pa 8.. z7..r 1 7VPILIVOPIAMMO

12. Acc7-editation r,ettcr in author's files.



in but With no chance for appointment, are

..-;LtrrinA 111) troubles

f-Alpf.r.is-.1.rs disagree .'ith 1,1-le faculty's contention for

s:::!e.liny; participation, Several community groups--adninistrators,

itudents, facult, trustees, citizens, have a right to parti-

:.:Itate, Often faculty suffer from the halo effect; they assume

-2pey-tise in one field engenders expertise in another. But does

Mays know ti-e relative merits of Gillette blades over

-1-3-fa-zrld °A"? Does a Ph.D. in history qualify a man to be a good

r.cul,listrtcr? Ildiainistrators doubt it. The vast bulk of

fLoulty has little knowledge of the budget, for example. Few

l'aicr of tF=e, recent insights into administration and management

floring from behavioral analyzes or organizations. Good intent

does not run a college.

Loss of Identity

Lombardi suggests another reason for faculty anxiety. 13

s colleges grow in size, insecurity due to a less of identity

develop. The once-ubiquitous president is now only rarely

seen. The ole Dean of Ins'Lruction, a coffee-companion, now has

ne1-7 title three layers of subordinates barricading him from

to faculty, The -problems uf the "Organization Man* develop.

TI-!e faoulty xembf.:r becomes anxious, uncertain as to his status

ard niche, unclear as to what he stands for, not knowing whether

is human or cogo In an effort to maintain his identity, a

f_:2ulty TeDber may join groups, raise cain, and pound tables.

FE, nay advcaate formal institutions, such as the Academic Senate,

t, lrfience poliey. as he onc:3 influenced it during coffee breaks.

11. John Lombardi, "Faculty in the Administrative Process,*is.col_ lee Journal, Noveber 1966, p. 10.

-10-



-
Conservat.L,7;m

':.cF.tic veto g.ro.!.:pul4 creates much anxiety in ad-

eaculties are nctorious for the/. resistance to

!_lrovation. Corson writes "the departmental structure can serve,

.-'Len does, as a bastion of the status quo in opposition to

eCucatioral leadership....The tendency of faculty's

I.;c13tance to change usually mens that the impetus for innovation

a dean or the president."15 Thus if faculty participation

i_loreases anc! ad2inistration power decreases, administrators

r'f.shtfully fear that a dcadening conservatism will result. Signi-

f:l_cant innovationsteam teaching, TV teaching, programmed learning,

f3ystems aN,roachos, etc.--will be almost impossible to implement.

In the junior college, conservatis,_ could in fact become reaction,

for those that must ,3rdently espouse faculty participation and

solf-governance tend to be most reactionary on the comprehensive,.

open-doors Iu.nior college. They would rise entrance requirements

before the "open-door*. They would eliminate "non-academic"

couvseT. They would endeavor to create a charged atmosphere of

1-ate'__ lectual stimulation, Administrators fear that the "opendoor,"

c,:;11age of denlocracy," may be transformed into a narrow liberal

college for the acadomic elite if faculties assume control.

'7orl;:al-ds" cry the standard-bearers of administration prerogative,

"c r, behalf of democracy and equal opportunity,"

"Unl.versal" versus "Particular* Orientation

Viewing reulity from 6ifferent perspectives affects the per-
.6.0. W.f. ',0,4=14.-Jr710,500,2IGAIR3rumw...amiaril osarr WIWI*

14. See David Hicsman: Constraint and Varieti.ajaillrican
(Doubleday: Ciardendity, N. Y.)1956, Chapter 110

Isrian coined this phrase EM provided many ideas in this section°

15. Corson, Governance; pp. 93, 109.



cf re:dity. The six blind men each developed a

of 'elcrlt," from his awn experience, and the six probably

int,0 tin::: night over the nature of the elephant. To

ea.le, the hills below appear to be mild mounds. To the creeping

nsil: the hills are as insurmountable as Everesto*

Likewise. faculty and achlinistration have differing orienta-

tions to :;he college. The administrator sees problems relating to

tile institution as wholethe "universal." honey is scarce and

mist t allocated. Wlat is best for the institution as a whole?

biology depart.ent wants an electron microscope, the band wants

f. -:niforms, the business department wants modern computers, the

;..-orary w.nts more staffs What priorities exist? Who gets what?

and how much? "The claims of general education, science, engineering,

scierce, humanities are all ardently espoused, adjustment,

ac:comodation, and compromise among these claims must often be

auhiaved primarily by the administrator. *16 Administrators evaluate I

problems, then, from the viewpoint of the totalitywhat is gcod

for the group?17 Burton Clark lists some of the concerns of

afIclinistratorst order, efficient use of resources, maintaining a

--3-nse of direction, coping with external pressures.18

Faculty, quite naturally, have a different viewpoint--the

iparti.cular." Faculty asks not '"what is good for the group?"

"what is good for my departmzn i. and for me?" Administrators

institution-oriented, faculty are committed to a discipline.
-.114-711411:1111MAnSIVIN.MMIFINIIMAIIIINIMarli

16, Richard H. Sullivan, 'Administrative- Faculty Relationships
:rt College ,=_Ind Univertity," Journal of June,
1956, p. 325r

170 Robert Tannenbaum, Irving R. Weschler, Fred Massarik,
and Or-anization, (McGraw-Hill: New York) 1961, p. 69-760

150 Burton Clark, "faculty Authority," ano Bulletin,
1.)e-.:ember 19619 pc 2960

-12-



e bio7oEy needed that electron microscope. Why didn't we get it?

-z!.!pplral:cn bought band uniforms; of all the useless things! My

v7hat a dolt 1:e h-ve for a president's' Clark lists some of

concerns of faculty: self-government, academic freedom, a

strong department019 Much conflict, therefore, may be attributed

to tnis dissimilarity of interest and orientation.

Poor Adminlstration

Greater concensus among authorities of administration and

m_naEement is emerging over the role of subordinates in policy-

These authorities advocate two principles; first,

t.at the classical theory of administration, in which authority

responsibility rested in th:a president and was delegated down-

1p,Ard; is fallacious; second, that subordinate participation tend

ilicrease output. Harold Dobbs, articulating these ideas, says,
t, :Ti doubt; institutional changes achieved today without faculty

acceptance will be evanescent,...No matter how good a majority

vote in favor of his proposal maLy seem to the president, if those

who voted 'eye' aren't soundly convinced of its merits, or at least

ready to experiment, it will not march. "21 Later he writes, *since

faculty see themselves as self-employed professionals rather than

e s eqployees, enthusiasm in a common enterprise is proportionate

to the sense of ownership they have in it by virtue of sharing in the

docisions that govern its course. n22 Rensis Likert stays simply,

190 Ibido

20. Camrbell, Etzion1, Griffiths, Le,vitt, Likert, beGregor,Sclznick. See NSSE 1964 Yearbook

21. Dobbs, The Academia efesident, p. 44.

22. lbid, p. 96.

-13-



faelina that if a IL:Lnager permits subordinates to exercise

influence on what goes on in his department, he has lessened his

Influencer is disproved by researche623

With these findings as a criteria for good and not so good

administration, it may be said that one possible cause of faculty -

administration conflict is poor administration.24 Poor administrators

are defensive and insecure in their position. They refuse to dele-

gate, to ?et others (either subordinates or faculty) make decisions

Znay see the faculty as a threat to a coveted position. They believe

that administrators must make every decision, that is is a sign of

w..3akness to say "I don't know" or "Figure it out yourself." They

feel they must win mal battle and must be right about everything,

ex:- lose face. Many of these poor administrators get bogged down

LI details; they are so busy, busy--yet they make little impact

on things. Many have quit reading, losing the excitement of

scholarly inquiry and intellectual excitement as well as losing a

source of common ground with faculty - - Lombardi has said that it is

difficult to lead a group of scholars if one is not scholarly him-

self. Many administrators overlook the talents of the faculty,

often insulting their intelligence - -e.g. only one text per course

although ten unique men teach it.

any other pr_.ctices may be considered poor administration,

but only two in particular will be examined here, inconsistency and

impersonality,. inconsistency is another characteristic of poor

administration. When the last person to see the administrator is

the only one who knows the policy, much ill will results. Consis-

tency is the gore difficult path to tread, but in the long run, it
molre wIIMM10K 'AO APONNIIK.111111111.11.411111011110.11.11111111110.111111116

230 New Patterrs of Management, (McGraw-Hills New Iork)
p. 179.

24. Much of .;his material was obtained from interviews with
two adrainistrators.



poor administration pri.Letice .

engeir.ers ill feling involves "backstairs alliances:: and

"kitchen eabinetso" The administrator cannot be a "chum", for this

5.mpars &jectiv:' decisions, creAtes dissentionion within the facultys

and raises barri,rs between faculty and administration. "It is

necessary that an administr'Aor who wishes to maintain good judg-

mfint acquire as impersonal a manner as possible It is very diffi-

cult to hurt a friend--a duty not one cares to do."25

tack of Data

The nanufacturer seeks to fathom consumer demands and tastes,

evaluate consumer satisfaction, and to discover ways to improve

is product. A considerable portion of his budget goes into market

research. Yet educauion gives only lip service to its equivalent

of market research, "institutional research." This is education's

tcol for analyzing "consumer demands," evaluating its "product,"

and improving '"production techniques." Many decision must be made

on question: like: "what courses should be offered?* "How are

the graduates faring?" °Should educational TV be developed?" But,

too often intuition rather than facts guide debate. There exists

a "lack of operational and administrative research that would provide

the factual data which would Take for more objective, as well as more

through ::onsideration."
26

Too often faculty and adrainistration tackle-an issue without

trough data 0 Instead of dealing with issues, personality clashes

clevalopo Not enough infcrmation exists to keep discussion on the

trf:Lck. Emotions flame, partly out of natural differences, but

r.cztly out of 1.g-fiorance,27 Decisions, to these not involved,

5 cfr,?.t R_ *The Unfinished Business of Administration
UCLA Administration Laboratory, February 1964, p. 2.

26. Corson! Governance, p. 116. See also Sullivan, p. 319.

27. See rligure lo



arntru, eind often are. Information, to be sure, 161 no

panacea, but it helps.

222112212klailing

Considerable conflict occurs over the whole problem of

college goals. Faculty and as ministration may have differing goals

in mind. Or the .goals are not sharply in focus.

Priest, for example, reports that faculty and the people"

see two divergent purposes for the college.28 Faculty see it as a

tool for social change, and, hence, it should be guided by them,'

the educated elite. The "people," expressing themselves through

their elected representatives on the board, conceive of the college

as a tool of heritage-transmiesion, a conserving' influence. The

president. as executive officer of the board and as titular heed of

the faculty, is caught in the cross fire. Conflict results°

AS the junior college evolves out of secondary education

status into higher education status, another type of conflict

develops. Examined above was the question of faculty demands for

participation in policy - raking, one conflict area resulting from the

change. Another conflict area concerns the junior college curriculum.

Liberal arts faculty, particularly, question the terminal function

of the junior college, which, in their eyes, dilutes their status

and weAkens their claim for acceptance by other branches of higher

educl_tione Philosophically, they feel that a sound liberal arts

education is essential for life and for leisure. General education

lo a weak palliative* Vocational courses should be taught else-

where. Remedial classes should remain at the high school level.

College is a college, not a catch-all. Needless to sayo-most adm

mlnistrAors strongly disagree, holding to the "opturedoor" concept°

28. Priest, "FacultymAdministrLtion nelationshipss° po 60
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Sgmalatatlara

Many of the problem areas examined above could be subsumed

under the cat:.gory of communication. Inadequate information and

misunderstanding rainrorce stereotypes. Ambiguous goals result from

lack of communication. Policia, out of the clear blue sky are likely

to be resisted. But communication is such a problem in itself that

It warrants separate consideration.

Much confusion exists as to what should be communicated. Even

administntors most ardent for faculty participation have trouble

with this problem Should the cost of a new furnace be communicated?

Should letters from ir-.te parents complaining about a teacher be

communicated? Should possible lawsuits against the district?

Too often communication is informal and piecemeal. The king

puts on peasant garb and goes into the marketplace to learn the

people's sentiments. Too often communication within the college

occurs in sifilar fashions This may be more appropriate in a small

college, when a general faculty meeting occurs every coffee break,

but as a school grows in size, more formal procedures must be

developed. First, written procedures and policies must be created.

Second, grieveance procedures must be contructed. The absence of

either one creates friction. Faculty (and administration) are adrift.

Areas of responsibility are vague. The illusion of favoritism can

easily emerges "John got the school car for his conference, but I

didn't." When dissatisfaction occurs, faculty can demand restitution

through formal processes. Without grievance procedures, frustration

will be channeled along less constructive lines, perception is

colored, and conflict ensues.

Semantic difficulties complicate communication. Both the

United States and Russia .!laim to practice tedetweracy.° Both the



Vietnso aim to be warring for "self-detex

miraton' and against "foreign agression," Likewise faculty

rind adninistration have different connotations for the same

Taka the overused word "professional," for example,

To faculty, development without faculty enraul.teticn

is unprofessional, To administrators, criticism is unpro-

fessional, 'Faculty participation" means many things,

Everybody is fur it, Yot James W:, Tunnell "found significant

disagreement beiAocen faculty members and administrators regard-

ing the extent and process of faculty involvement in policy

fcfmulation, Junior college administrators viewed the faculty

as more involvod in policy formulation that did the faculty

vrambers themselves ,"29 To faculty, therefore, "faculty

participation" tends to mean "self-governance," but to

administrators who resist the impulse toward "collegiality,'

For admtnistrators, "(1;onsarirative" describes faculty who

resist instruetional innovation, "Academic freedom" has

toy e to mean 'zuthiest" grading and opposition to the "open-

dor" by fae,ulty in the mIndc of adalnistrators; for faculty,

htsufaver It t=onnotes the ability to Met standards, to estab.

curMculumv and to inquire after truth without inter

ference- Muth ,onflitt between faculty and administration

1-esults from misunderstanding of common wordsc Semantics

(,,rasteo many barMers to communication,

29. Ibid,
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What is a president? What should he do? Not do? Is he a

promoter or a scholar? a budget-maker or an eduotAtional leader?

conserver or innovator? faculty leader or board representative?

defender or academic freedom or plant developer? To be sure, he

is all of these and moreo But little consensus exists among groups

as to the primacy of one function or another. Little consensus

exists whether the president should play this role or that.

Faculty have certain role expectations for presidents" He

should raise salaries, improve facilities, attract excellent

iivaents, exercise mild leadership as an impartial referee between

factions, protect faculty rights and freedom, and keep the books°

Boards have different expectations. The president should maintain

efficiency and trim unnecessary costs, build powerful football teams,

project a favorable image of the college throughout the community,

and squelch radicalism within the faculty° Presidents have other

expectations: raise funds, select strong faculty, allooate resources,

improve weak departments, strengthen public relations, develop

physical facilitieas lead innovation, etc. These differing expecta-

tions, of courses create conflioto Faculties resist some instructional

innovation, olaiming that the president has no prerogative in this

realm. Boards resist requests for "esoteric" courses of no earthly

use to anybody but kooks, for "superfluous" library facilities, and

for "unreasonable" salaries° Presidents try to mediate between

academic freedom and external opposition. When one group, be it

administration or faculty, fails to live up to the expectations

of another group, dissatisfaction and conflict result,

30e Much of this section is derived from Sullivan, p. 3120



Thtamomic.s o,f Conflict

Jains Coleman submits a concept, the "dyaamies of (.anfliot,"

that may aid is nnaerstanding covICitot03/ Be states that conflict

pgsses through several stages, undergoing tremendous change In the

ivow'!eso This change has several dimensions:

1) gaarlc.I2uwral: a specific issue becomes a general
attack°

2) Newt ojaaataLlagami issues other than the one that
proclpitates conflict arc
brought in,

3) issue-disagreement progresses
to personal antagonismo

4) Truth to victim the goal of understanding reality
shifts to one of defeating an opponent°

The "involuntary processes" of conflict are illustrated in the
f
following chart

10 Initial single issue

4
20 Disrupts equilibrium of relations

30 Allows previously suppressed issues against opponent to app

40 More and more of the opponent's beliefs enter into the
disagreement°

ir
50 The opponent appears totally bad°

60 Charges against the opponent as a person

70 Dispute becomes independent of the initial disagreement°

The following example may illuminate Coleman's theory of conflict

with its "involuntary processeso" The college president announces

that the college will establish a computerized registration system

next fail (l). The faculty, caught unprepared (2) 0 reacts by

3l James Coleman, zamannz.conals1A (Free Proses Glencoe, II
19570 As taken from Barton Herrscher, "Conflict Theory and Junior
College Administration," Paper for UCLA Education 249, June, l9660

..20.



labeling the decision a fiat from on high (3). Faculty politicians

recall previous decisions made without faculty participation,

implying that the president has-an antiquated concept of the junior

college and of administration (4)0 He is authoritarian (5)0 He is

a despot, motivated from severe feelings of sexual inadequach,

compensating by exercising supreme power; he also hated his father

(6). The president is a rat (7)0 A similar sequence, in equally

unfavoraole terms, could be presented describing the president's

perception of the conflict and his opponents.

The Nature of *Differences

Schmidt and Tannenbaum, in examining the management of

differences, have constructed a conceptual framework that illus-

trates and integrates many of the elements of conflict" This

framework synthesizes many of the ide.ls examined in the main body

of this paper. Perception, role, information, and goals are some

of the ideas presented in the framework. This framework comple-

:_ezts Coleman's concept. More important, it enhances understanding

of faculty-administration conflict. The framework is schematically

presented in figure one and two. Assume a disagreement has developed

over whether a college should initiate a systems approach to instructions

The administr,.tor favors the change, The faculty member opposes it.

Scmc of the bases of disagreement and possible reasons for this

disagreement are represented in figure one and two.

Concludils.§tatement

Several factors contributing t' faculty - administration

conflict have been examined: stereotyping, differing goals, differing

role expectations, lack of data, separate perspectives, communication,

32. Warren H. Schmidt and Hobert Tannenbaum, °Management of
Differences,* Harvard Business Rena, Nov.-Dec. 1960, pp. 107-1150
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poor adminiE;tration, are only some of them. An effort to synthesize

these factors by pre6enting two concepts, the dynamics of conflict"

and the nature of 'differences 3," has been attempted.

Before exaiming the topic of faculty-administration conflict,

hypothesized that an understanding of the conflict would lead

%co insights into means of eliminating it. After examining this

topio, however, I am less optimistic. Instead, in my opinion,

two types of conflict exist, natural and aggravated. Some conflict

exists in the nature of things: the faculty does have a perspective

different than the administration; the faculty does have different

goals, values, and experiences than administrators; people do depend

on stereotypes to structure their environment. Thus, some conflict

is natural and will persist in some form or another. The second

type, though, is aggravated conflict, which is neither natural nor

necessary* Poor administrative practices, lack of data, ambiguous

goals, and faulty communication tend to compound conflict, to

aggravate it. Thus, the most adept administrators and the most

fair-minded faculty cannot avoud some conflictnatural conflict.

They can, however, reduce aggravated conflict.

Because colleges are becoming larger, because the junior college

will continue striving for higher education status, because more

teachers are being recruited from university backgrounds, because

teachers are becoming more assertive, because the trend toward

t;,:alective bargaining is accelerating, conflict will continue. Never-

the-less, insight into the etiology of conflict will help to prevent

aggravated conflict and to modulate natural conflict. As long as men

1.'e organized into enterprizes, conflict will occur. Knowledge of

its nature can perhaps help men to make the most of it.

-2-
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